Reply to Attn of:

National Aeronautics and
Space Administration

George C. Marshall Space Flight Center
Marshall Space Flight Center, AL 35812

AN 11 2088
DAO1

TO: Distribution

FROM: DAOI/A. G. Stephenson

SUBJECT:  Minutes of the MSFC Quality Council Meeting

The MSFC Quality Council (MQC) met on Tuesday, December 12, 2000. The meeting
began at 2:50 p.m. in Building 4203, Conference Room 6002. The roster of attendees is
attached as Enclosure 1. The presentation charts are included as Enclosure 2.

AGENDA REVIEW (S. SAUCIER/DEO])
The agenda for the meeting is on chart No. 2 of Enclosure 2. There was one 1
correction to the agenda. Don Miller/QS10 will present MQC Action Items Status.

OPENING REMARKS (S. SAUCIER/DAO1)

Mr. Stephenson/DAO1 asked the attendees: Are we ready to start VPP? Mr. Stephenson
stated he wanted the group to think about that. It is a part of our Quality System. Are we
ready to go full scope?

Mr. Sauciet/DEO] stated that would be discussed at the close of the meeting. There is a
recommendation concerning full scope and the Management System that will be a part of
closing comments.

Mr. Stephenson/DAOI asked if all the center documents are under the ISO
System/Marshall Management System. There was discussion concerning the process that
all documents are located in the Marshall Integrated Document Library (MIDL).

Mr. Saucier provided a status for each of the challenges identified during the last MQC
meeting.

There is a need to continue to develop a strong “continuous process improvement” effort
that is an integral part of our ISO 9000 process. Organizations have been encouraged to
consider improvements to processes in conjunction with other revisions. A formal
continuous improvement process will be developed for compliance with ISO 9001:2000.
This is one of the basic fundamental requirements of new standard.




We are making progress in recognizing the importance of ISO at the working and mid-
management levels. The Internal audit results continue to improve. There is an increased
understanding of directive requirements by organizations/projects. We are seeing more
activities/requests from the various disciplines to ensure they are meeting requirements
and initiation of waivers/deviations where necessary.

General training for specific groups/all employees has been requested. Organizations
have identified a need for training on sixteen (16) specific directives. All request have
been completed or ongoing as needed. We do recognize that, out of PEP Survey, there is
a need for more safety training. We have improved the attendance in scheduled training.
Progress in this area will be covered in the Internal Audit status.

We proved our readiness for the surveillance audit in August 2000. We were
recommended for continued registration, with only one minor nonconformance and one
observation.

We’ve seen significant improvement with management/employee commitment to ‘
planned audits. There are some minor problems, however, very much improvement has
been made during the past six (6) months. Many of these improvements noted are a
result of Directorate/Office Management attention. Our momentum has gone through
peaks and valleys. After the decision to delay full scope, we’ve had some decline in
momentum. We feel that most organizations are ready for full scope certification. With
the implementation of revision of ISO 9001:2000, we feel there will be an increase in
momentum.

There was discussion on a question from Mr. Stephenson/DAO1 concerning our process
for continuous improvement as referred to in ISO 9001:2000 revision.

The presentation charts are included as pages 4-6 of Enclosure 2.

NOA SURVEILLANCE STATUS (M. DEMURRA Y/HEI)

Status of NQA August 1999 Surveillance Audit Findings. There were three (3) findings
and one additional generic nonconformance issued by MSFC. The three (3) NQA
findings have been closed to date. The one MSFC generic nonconformance remains
open. We are lacking approved instructions in TD for computer back-ups.

Mr. Stephenson/DAO1 asked why TD has not closed this issue. There was much
discussion on this issue.

*MQC-0037: Re-assign the task to someone else and get generic nonconformance

related to back-up procedures closed.
(D. Smith/TD01, Due: January 15, 2001)

Status of NQA August 2000 Surveillance Audit Findings. There were two (2) findings.
One observation and one minor nonconformance. Corrective Action has been completed
on both findings.




The presentation charts are included as pages 8-10 of Enclosure 2.

MQC ACTION ITEMS STATUS (D. MILLER/QS10)

MQC-0020 - Review of the Internal Task Agreement process at the Center.

The draft MPG 1230.1 was submitted for DCB cycle review in September. There were
several comments. Some have been resolved. The comments not resolved relate to
controversial process issues. Dave Bates has asked the Business Management Council to
review the comments. Sharal Huegele/RS30 stated this is a priority for Office of Chief
Financial Officer (CFO). This is being worked with two other organizations. CFO will
finish the responses and complete the document revisions as soon as the Business
Management Council approves. Mr. Stephenson/DAO1 asked if CFO had talked about
the lessons learned from this process. He stated that perhaps it would be helpful to others
if they could hear the lessons learned.

MQC-0035 — Organizations are to review their delinquent category 1 equipment lists and
either re-categorize equipment, send equipment to the calibration laboratory for
calibration, or correct any errors on the list by July 28, 2000. A status will be provided to
the Center Staff meeting in two weeks.

A status was provided at the Center staff meeting. Results are monitored at each ISO
Implementation Team meeting and will continue. It is evident there is vast improvement
(see chart No. 14). We went from 749 items listed as late as the last MQC. As of
December 11, 2000, there were 13 items listed. The ISO Implementation Team will
continue to monitor this issue in its bi-weekly meeting.

*Recommendation for closure of MQC-0035. Mr. Stephenson/DA01 agreed to close
action.

MQC-0036 — Look into providing a method for notifying supervisors of the requirement
to identify training requirements and develop a training plan for new employees.

When MSFC new employees are hired, the Human Resources office will send a letter to
the organization manager for training requirements and plan to be included in the new
employee performance plan. The letter from Human Resources Office is subject to new
employees or employees who have recently had a change in his/her assignment.
Employee must be consulted in identifying critical Jjob elements and setting performance
standards per “NASA Employee Performance Communication System”. Any skill or
task requiring training for this new position must be documented on MSFC Form 4333 or
substantial equivalent per MPG 3410.1 (i.e., Individual Development Plan which can be
developed in AdminStar if desired)

*Recommendation for closure of MQC-0036. Mr. Stephenson/DA01 agreed to close
action.




The presentation charts are included as pages 12-15 of Enclosure 2.

INTERNAL QUALITY AUDIT REPORT (W.WOODS/OS10)

There have been eight (8) Internal Audits since the last MQC. Staffing is much less of a

- problem. However, audit planning meeting attendance remains an issue. The 2000
Internal Audit Schedule was completed last week. We are making improvements with
NCR closures. As shown (see chart No. 19) at the last MQC, there were 70 NCRs open
and 50 of those were late. As of December 11, 2000, there were 31 NCRs open and 13 of
those were late. Late items are typically due to missed target completion dates or auditor
verification for closure is overdue.

As shown (see chart No. 19) the average age of an NCR continues to be high. There is at
least on NCR that is 450 days old. Mr. Stephenson/DAO1 asked what are the old NCRs.
Mr. Woods was not sure exactly what those NCRs were but told Mr. Stephenson he
would get that information to him.

*MQC-0038: Provide a list of excessively old NCRs to the Center Director and to
the responsible Organization.
(W.Woods/QS10, Due: January 15, 2001)

As shown (see chart No. 20) we are seeing significant results from the Internal Quality
Audit Program. Our biggest hitters are Document and Data Control and Quality Records.
Specifics are documented in charts No. 21 and No. 22. Mr. Stephenson requested that we
review charts.

There was discussion on the lack of awareness of the MSFC Management System
(Directives and Guidelines). Mr. Stephenson asked Mr. Woods to be more specific as to
what this means. There was discussion on the philosophy of this statement. There are
people around the center who have the general knowledge of the location of their
organizations documentation, however, they have little knowledge of how to locate the
Center’s documents. There are “pockets” of people who have limited knowledge of the
general Marshall Management System. There are cases where the Organizations have
made improvements/modifications to their processes but had not updated respective
documents. The organizations are followin g their “improved” processes but failed to
document the process as adapted.

The issue of Document and Data Control is very prevalent throughout the center. There
are several references in documents that are not up-to-date. There is a general lack of
awareness of document content. A number of those audited are aware of organizational
Master List but not familiar with the MSFC Master list.

We have a much better grip on metrology. Actions taken in the past 6 months have
resolved the negative trends identified in the last MQC.

~ We do have a problem with Control of Quality Records. Quality records are being
maintained as required, however, we are finding that there are several people who are




maintaining records but fail to identified them as such. There appears to be a lack of
awareness of what constitutes a quality record. A number of organizations are
maintaining their quality records as defined, however, they are failing to implement the
disposition aspect of their requirements. (For example, if a document says you will
destroy records after 3 years, we are finding people who still have records that are § years
old.) The problem is that organizations are not following the disposition process as
documented. There was much discussion on quality records and who determines how
long you are to keep them and what happens to those records after the retention time.
There are federal regulations for handling some quality records. Retention and
disposition of those records are also documented in the NPG 1441.1. The identity of
other records, retention schedules and disposition are at the discretion of the owner,
however, it must be documented.

During the 2000 Internal Audit Schedule, we incorporated safety as an element for
review. This was the first year that we have used safety experts to assist in the internal
audit program. From this effort, it is evident that most people are generally unaware of
safety requirements. A. Goodson/QS01 emphasized that this process was used as an
education tool to assist organizations in becoming more familiar with Center
requirements concerning safety.

A. Stephenson/DAO1 stated that safety is important and he encouraged all managers to
bring up safety and talk about it in their meetings. Mr. Stephenson suggested that all
organizations develop a plan for making sure employees are aware of safety
requirements.

There was discussion on whether N QA could audit the center concerning safety. The
question was asked, if we are auditing safety during the internal audit, are we subjecting
ourselves to being audited by NQA for safety. No we are not subjecting ourselves. NQA
can/will only audit the center to the current scope. That is flight hardware, flight
software and ground support equipment. If safety requirements are in those documents,
then we are subject to a nonconformance if we are not following them. The issue with
respect to NQA is following in-scope procedures.

The presentation charts are included as pages 17-22 of Enclosure 2.

CORRECTIVE AND PREVENTIVE ACTION PROGRAM (W. WOODS/QS10)

We currently have 17 Recurrence Control Action Requests (RCARs) and 15 of those are
open. As shown (see chart No. 24), there is a trend in closing RCARs. There appears to
be a push to get them closed each time NQA comes for a surveillance audit. In an effort
to curb this trend, we will status the RCAR system at Implementation Team Meetings.
There have been three Quality Comments (QualComs) written since the last MQC. There
were two written in appreciation to the Office of the Chief Council/LLS. One (1) from
NASA Headquarters and another from the United States Attorney’s Office in
Birmingham. Also, there was an internal QualCom written from Engineering
Directorate/ED to the Customer and Employee Relations (CaER) Organization in
appreciation for their hard work in executing actions.




The presentation chart is included as page 24 of Enclosure 2.

CLOSING REMARKS (S. SAUCIER/DEO1)
Next Surveillance — First Triennial Re-Certification Audit is February 2001. All flight
projects are subject to the audit. Elements to be audited:
4.1 Management Responsibility
4.2 Quality System (including revision history of directives)
44  Design Control
4.14  Corrective and Preventive Action
4.16 Control of Quality Records
4.17 Internal Quality Audits
4.20  Statistical Techniques
Customer complaints
Use of the NQA logo

Challenges ahead are to continue to develop a strong “Continuous Process Improvement”
effort that is an integral part of our ISO 9000 process. Recognize the importance of ISO
at the working and mid-management levels. Mr. Saucier took the opportunity to
recognize Mr. Jim Blanche/ED10 who will be retiring in J anuary. Mr. Saucier extended
his appreciation to Mr. Blanche for his continued leadership and support of ISO from its
implementation to the present.

We need to continue training on new/revised directives. Mr. Saucier says he feels the
center is very much ready for the next surveillance audit in February 2001. We need to
start looking toward implementation of ISO 9001 Rev 2000. ISO 9001:2000 is to be
published on December 15, 2000. New emphasis on:

Continuous Improvement

Customer Satisfaction

Resource Management

Processes vs. Elements

Management Responsibility

There was much discussion concerning the implications of proceeding with the
implementation of ISO 9001:2000.

Mr. Kennedy/EDO1 asked what happens to the 20 elements. (see chart No. 29) Mr.
Kennedy asked if there would be major overhaul with the documents. Mr. Blanche/ED10
stated that the numbering system is not by ISO element, thereby, it won’t make that much
of an impact. Mary DeMurray/HEI stated that industry wide, the new standard is
considered a minor revision. Most of the OPRs will have minor to no changes. There are
a couple of OPRs that will have some major work. However, the vast majority of
Directives will have little to no changes.

There was discussion on the standards consideration of customers. Who are they? They
can be internal or external. M. DeMurray/HEI explained that the standard has changed




the view of supplier and organization. How an organization deals with their external
customer is determined by the standard and monitored through customer
satisfaction/feedback and continuous improvement processes. How we deal with our
internal customers is Marshall driven.

Mr. Saucier/DEO1 gave the Implementation Team’s recommendation concerning revision
and full scope. Recommendation:

Pre-assessment Audit to Full Scope and ISO 9001:2000 - May 2001

Registration Audit to Full Scope and ISO 9001:2000 —~ November 2001
Mr. Saucier stated that the Revision 2000 standard has softened up to handle “Mom and
Pop” operations. He recommended that we continue with our way of doing business and
not “soften up” our scope.

Mr. Tom Dollman/SD40 stated, due to other responsibilities, he is not sure that their
organization can handle this in the time frame presented.

Mr. Saucier suggested that we should do this now and do it all at one time. He stated that
M. DeMurray/HEI has done a preliminary review of how the revision will impact our
documents. Meetings have already been held with the OPRs to get them working on the
documents to bring them in line with the revision.

There was much discussion concern the recommendation.

Mr. Jim Kennedy/EDO1presented concerns for moving into full-scope & Rev. 2000. He
asked about the three (3) years to get registered. Mr. Kennedy suggested we use the
proposed schedule for full-scope and still have 2 years to upgrade to 2000 version.

There was other discussion on the recommendation and the options.

Mr. Stephenson/DAO! presented the question to council. Do we go to the ISO 9001:2000
revision on the proposed schedule? There was discussion on this question. Mr.
Kennedy/EDO1 and others questioned are we ready. Mr. Blanche/ED10 stated he felt we
were ready.

Mr. Stephenson stated we have a recommendation, now we need to talk to our
organizations. Mr. Stephenson stated, we should talk to our organizations and come back
at another setting like this and make a decision. Since we are not sure of the impact,
perhaps we should go on this schedule for full scope and make a decision later on the
schedule for ISO 9001:2000.

M. DeMurray/HEI stated that the OPRs have a deadline date of J anuary 15, 2001 to
identify changes that need to be made to their documents. When the OPRs respond on
this date, we can get a better feel of what the impact will be.

*MQC-0039: Using January 15, 2001 as a target date, OPRs are requested to work
on their documents and assess the impact of the revised standard to their document.




After this has taken place, a meeting of the MQC is to re-convene to decide whether
to proceed with the implementation and registration of ISO 9001:2000. Meanwhile,
managers should be discussing the impact with their organization.

(All Organizations, OPRs and M. DeMurray/HEI, Due: January 15, 2001)

There was a question of training employees. How do we re-educate them of the revision?
Mr. Hamm verbalized a possible web-based training or a paper document to
communicate the impact of the standard revision.

*MQC-0040: Create a process/document to educate the workforce of the impact of
ISO 9001:2000.
(T.Hamm/QS10, Due: January 15, 2001)

Implementation Team is considering the IAQS 9100:2000 Certification. This standard is
based on ISO 9001:1994 & ISO 9001:2000. It includes Aerospace Industry
‘Requirements with emphasis on flow-down of requirements from customers and
regulatory authorities in contracts and procedures. The emphasis is on “Key
Characteristics”, Configuration management and planning. This is only under
consideration. The team plans to propose a decision by the end of January.

Implementation Team recommended that the council change emphasis from “ISO” to the
“Marshall Management System” (MMS). It is the way we do business. It removes the
perception that ISO is something extra. It concentrates on what we need, not just the
minimum requirements of ISO. ISO just gives us a foundation. The MMS approach
facilitates “Full Scope” which includes all activities at MSFC (i.e., safety, research,
additional administration, etc.). The reality is: we are in control of our requirements.
There is a perception today that ISO is driving most of our requirements, not we
ourselves. It gives us a sense of ownership. We can quit blaming our problems on ISO.

Mr. Stephenson said the “new look” (see chart No. 34) looks good, however, ISO needs
to be prominent. Replace “The way we do business” with “ISO 9000 Certified”.

The presentation charts are included as pages 26-34 of Enclosure 2.

OTHER COMMENTS (S. SAUCIER/DEO1)

Mr. Stephenson/DAO1 made the following comments:

Continuous improvement is very important. We need to document those processes that
have improved. We need to communicate those continuous improvement process. We
need to award those people who have implemented those process.

*MQC-0041: Identify those continuous improvement processes throughout the
center. Select three (3) of those processes and have the employee/or manager who
came up with the process come and present those processes. Allow those individuals
an opportunity to show their innovative hard work.

(S.Saucier/DE01, Due: January 15, 2001)




Customer satisfaction is also important. How are we grading ourselves? How are we
documenting this? What matrix are we using? Shuttle has an excellent program. We
can learn from them. We should use their model in creating a system for documenting
customer satisfaction. ’

No other items for record were discussed at the meeting. MQC Minutes recorded by
Kerry Wamer/QS10.

b F——

A. G. Stephenson
Chairman
MSFC Quality Council

Enclosures

Distribution:
Council Members
Meeting Attendees




ISO 9000 MSFC QUALITY COUNCIL MEETING

DATE: TUESDAY, December 12,2000 LOCATION/ TIME: BLDG. 4203/6002, 2:45 p.m.

MEETING ATTENDANCE: [Please Check (X) Next to Your Name to Record Meeting Attendance.]
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Director’s Office
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